The increasing prevalence of e-journals in library collections has impacted many aspects of library operations. Libraries have had to rethink workflows, processes, staffing needs, and other factors to account for the differences between print and online journals. The management of ejournals can often cross departmental boundaries and bring into question current workflow. To address the changing landscape of journal management, the University at Albany University Libraries developed two teams: one to implement batchloading e-journal records and a second to address ongoing management and related policies. As a result of using a team approach for these responsibilities, the University Libraries was able to streamline processes, reduce duplication of effort across departments, coordinate policies and procedures, improve communication, and develop best practices.
Introduction
Workflows for print and online resources differ greatly, and have different management and maintenance requirements. The proliferation of electronic resources prompted the University at Albany University Libraries to evaluate our e-journal access and ongoing electronic resource management processes. This evaluation resulted in the creation of teams to address our work with electronic resources.
Background
The University at Albany is a research university within the State University of New York (SUNY) System. As a research university, we operate more independently than the SUNY colleges and community colleges. The University Libraries is composed of three divisions: Public Services, Collections, and Technical Services and Library Systems. The Technical Services and Library Systems Division consists of four departments: Acquisitions Services, Cataloging Services, Catalog Management Services, and Library Systems. Acquisitions Services is responsible for ordering, receiving, and paying for all items added to the University Libraries' collections, as well as licensing for electronic resources. Cataloging Services catalogs library materials in all formats. Catalog Management Services maintains records in the online catalog, manages access to e-journal collections, maintains the Libraries' storage facility inventory, and carries out physical processing and bindery. Library Systems manages the Libraries' web pages, database applications, Integrated Library System functionality, and servers. The University Libraries are responsible for maintaining our own catalog and access to our e-journals independently.
1.2.Past Practices for Electronic Journal Management
The University Libraries used the single record approach when we began adding e-journal access to the online catalog. The decision to use the single record approach resulted in the need to manually process and maintain our electronic journal holdings. At that time, our Electronic Resources Librarian focused solely on adding and removing titles from the catalog, but not changes in coverage or URLs due to time constraints.
Several years later, the Electronic Resources Librarian resigned, and we were compelled to consider our electronic journal management strategy. Library administration did not fill that vacancy, and decided that the responsibility for managing e-journals be divided between two departments, Cataloging Services and Catalog Management Services. At that time, both departments decided to begin addressing changes in coverage and URLs as well. Members from both departments routinely had to meet to address and resolve problems related to e-journal access. Policies and procedures were developed by staff members of these two departments on an ad hoc basis, and were not always documented. Other decisions, such as display preferences and notes were made by other committees and individual faculty members as issues arose. These decisions were not made in accordance with a strategic plan for electronic resource management, or in consultation with electronic resource management staff.
Though initially the process of manually maintaining access to electronic journal titles provided in aggregated databases seemed plausible, as the number of collections and titles contained in those collections grew, this manual maintenance became impractical, if not impossible. The sheer volume of titles resulted in having to choose what databases we could analyze, and which ones we simply did not have the staff to handle.
Manual processing became a full time job for the staff involved and required regular requests for assistance from staff in other departments. Their assistance was voluntary and dependent on their availability and workload. In addition, training and developing the skill set needed to work with these titles was time-intensive. Beyond initial training, additional refresher sessions were often needed for staff in other departments who were not regularly working on them. Student assistants were regularly available, but could not be expected to recognize problems, let alone solve them, which meant we were limited in what we could ask them to work on.
1.3.Consequences
While taxing to Catalog Management Services' resources, the biggest issue with manually maintaining access to these e-journal collections was the resulting poor user experience when trying to access library resources because the catalog often contained inaccurate access information.
Choosing to include titles from some databases and not others in the catalog also resulted in a cumbersome and confusing search process. Some e-journals were available in the online catalog, but not all. For those that were not, researchers would need to use our A to Z list, meaning richer search options were not available for a large portion of our e-journal titles. The disparity between the two was also not readily transparent. A researcher may think the catalog contained all of our e-journal holdings, and not know to check the A to Z list for a specific title. This was not only confusing for students and University faculty, but also other departments within the library, such as Reference and Interlibrary Loan.
New Directions
The University Libraries hired a new Head of Cataloging Services, who decided to transition from the single record to separate record approach. In light of this shift in cataloging practice, and faced with the challenges described, our new Associate Director for Technical Services and Library Systems decided to explore batchloading bibliographic records for our e-journal collection, and future e-journal management strategies. She had successfully used a team approach to work in her previous positions, and decided to use teams at our library as well.
Literature Review

2.1.Team approach to work
Teams are prevalent in the technical service divisions of academic libraries. Zhu (2011) conducted a study of teams in academic libraries that revealed approximately 67% of technical service divisions report having permanent teams, project-based teams, or both to facilitate their operations (p. 77). The same study found that about 74% of respondents found that teams had a positive impact on their effectiveness and their work (p. 80) . But what constitutes a team? A team is more than just a group of people working on the same project. Katzenbach and Smith (1993) define a team as "a small number of people with complementary skills who are committed to a common purpose, performance goals, and approach for which they hold themselves mutually accountable" (p. 45). Teamwork, then, is the "means by which individual task expertise is translated, magnified, and synergistically combined to yield superior performance outcomes, the wisdom of the collectives" (Salas, Rosen, Burke, & Goodwin, 2009, p. 41) . Kanaga and Kossler (2001) identified the following five characteristics of a team: (1) members are dependent on each other to complete a complex task; (2) members possess different, but complementary, skill sets; (3) they manage their own work autonomously; (4) they manage their own communication, conflict resolution, problem solving, decision making, and goal setting; and (5) membership is stable over time (p. 7-8) . Though these criteria are necessary, they are not sufficient to create an effective team in and of themselves. To build an effective team, these criteria must also be met: (1) a common purpose must be defined; (2) organizational support should be secured; (3) team members must feel empowered; (4) key relationships between individuals, and with other teams, should be identified; and (5) external factors that will impact the team's progress should be identified and monitored (Kanaga & Kossler, p. 9 ).
Teams may be have short-term, project driven goals or have a long-term, ongoing purpose. Joshi and Roh (2009) hold that short-term teams tend to address more urgent issues, and require a shorter-term commitment from team members. Project-driven teams often focus on unique, nonroutine projects that facilitate work between multiple departments (Pinto, Pinto, & Prescott, 1993) . The result of the work of project-driven teams is typically a single outcome, which requires the specific skills and expertise of team members to produce (Cohen & Bailey, 1997) . Ongoing teams, on the other hand, are more permanent and expected to exist for an indefinite period of time (Joshi & Roh, 2009) . In an ongoing team, roles and member responsibilities are typically well-defined (Joshi & Roh, 2009 ). Longer-term teams are generally focused on innovation and have greater autonomy than a project-driven team (Sundestrom, De Meuse, & Futrell, 1990 ). Liu, Tseng, and Huang (2005) stated that teams help to overcome staff and time limitations by encouraging and enabling wider participation in initiatives and projects (p. 140). Norman (2006) noted that by involving a greater number of employees in planning and carrying out projects and daily work, teams maximize the skills of all employees (p. 24). According to Black and Granskog (1997) , teams are best able to take advantage of employees' abilities when members create the plan of work and when the responsibilities of the team are well-defined and articulated (p. 31).
Teams are an effective way of ensuring that the work of different departments or those with varying responsibilities in the workflow will be taken into account. Thompson (2004) stated that members of the team may have similar questions, but they will relate to different aspects of the work and represent a unique perspective (p. 92). This aspect of working in teams also serves as an educational experience. Withers, Garber, & Brewer (1999) noted that to function effectively, it is essential that each member of the team understand how his or her work impacts the work of others on the team (p. 60). According to McLaren (2001) , though it may take a significant amount of time, this aspect of teamwork is necessary to guarantee that all workflows, priorities, and functions would be represented or accounted for in the work of the team (p. 363). Gaining this understanding and expertise by working closely together improves the work of the department, division, and library. Planning and articulating the work of the team and individual responsibilities within that team, results in a dynamic, flexible team that can adapt to a changing environment (Withers et al., 1999) .
2.2.Team Approach to Managing Electronic Resources
The non-linear, volatile, complex nature of electronic resources requires a different workflow and management from that of print resources (Collins, 2008) . Geller (2006) suggests that the best method for managing electronic resources in a distributive environment is to form a team or group that can facilitate communication. An electronic resource workflow analysis at Virginia Commonwealth University revealed that teams are essential for effective electronic journal management (Branch, 2012) . Schmidt and Dulaney (2014) note that building collaborative relationships with multiple library departments to identify unique characteristics of electronic resources enhances their discovery and access.
Batchloading bibliographic records is a common practice in academic libraries, and may involve collaborative efforts. Panchyshyn (2013) noted that, at Kent State University Library, intradepartmental collaboration increased with the implementation of an electronic resources batchloading checklist. They identified an increase in exchanges and collaborations between acquisitions, cataloging, systems and public services. The checklist also identified local practices that did not work well with electronic resources management.
As Mugridge and Edmunds (2009) note, the workflow for batchloading record sets often develops a natural collaboration between several departments and staff. A survey given by Mudgridge and Edmunds (2012) found that the management of electronic resources was identified as being a shared process. While cataloging departments were the primary manager, others identified as participating in electronic resource management such as information technology, acquisitions, collection development and public services.
The successful resolution of problems related to access can be addressed using a diverse team approach. Communication needs to happen across a range of individuals including, but not limited to, catalogers, IT staff, end users, vendors and interlibrary loan staff (Fischer & Barton, 2005) . Technical services staff collaborating with others can help bring around quick resolution for end users' access issues. This is particularly important in light of the few staff that libraries have to focus on electronic resource management (Chen & Wynn, 2009 ).
The Team Approach
MARC Implementation Team
The Libraries were already a customer of Serials Solutions (now ProQuest), and subscribed to their 360 Core and 360 Link services. We decided to implement their complementary MARC records service, 360 MARC Updates. To carry out this project, the Associate Director for Technical Services and Library Systems formed the 360 MARC Implementation Team. This team was charged with creating a record profile with our vendor, developing an implementation timeline, and testing the process (Appendix A). Members of the team included staff from Cataloging Services, Catalog Management Services, and Library Systems. These three departments were represented on the team because they are responsible for providing and maintaining access to the University Libraries' e-journals in the catalog. Acquisitions Services was not included on the team because their primary responsibility with e-journals is ordering, payment, and licensing, but not access in the catalog.
While the 360 MARC Implementation Team prepared for batchloading, we also introduced the project to several library-wide stakeholder groups such as the Library Policy Group, Online Public Interface Committee, Technical Services Department Heads group and the Library Management Group. This outreach effort increased the visibility of this project, spurred interest in staff from other departments in becoming more involved going forward, and raised the profile of the Technical Services and Library Systems Division.
After providing several live demos for all library faculty and staff, the 360 MARC Implementation Team used the feedback we received as we moved forward with the implementation process. This load consisted of approximately 65,000 records from 74 aggregated databases and 1 local holdings collection for our individual subscriptions. Though the Team originally chose to fully extract and reload the e-journal records every month, we experienced very long indexing times, and had to revisit that decision. After successfully implementing the batchloading process, the work of this team was concluded, and the team was dissolved.
Post-360 MARC Implementation Clean-up Project
After the 360 MARC Implementation Team was disbanded, Catalog Management Services began analyzing the impact of the batchloading process on our electronic journal access. Though we receive the vast majority of our electronic journals through aggregated database subscriptions, there are a group of titles we subscribe to individually. Prior to implementing the batchloading process, the holdings for these individual subscriptions were maintained in our catalog. That data was then extracted and loaded into a local holdings collection in our knowledge base, so that those holdings would be available through our A to Z list. The responsibility for providing access to these individual subscriptions was divided between Acquisitions Services, who would provide the holdings information regarding those subscriptions, and Cataloging Services, who would add that data to the catalog. Deciding to batchload our electronic journal records highlighted several issues with our past practice, and required a fairly extensive clean-up process of our individual electronic journal subscription holdings data.
The most obvious issue was that there was a breakdown in the holdings extraction process. A number of titles had nonsense holdings statements, or no holdings statement at all. As we looked into the holdings information further, we discovered that some titles were missing entirely, and must have been missed by the extraction process. In addition, we discovered that some titles we no longer subscribed to were still included in this collection. It quickly became clear that cleaning up this collection in the knowledge base would require Acquisitions Services, Cataloging Services, and Catalog Management Services to work together to verify and update our holdings.
We also discovered a breakdown in our existing process for communicating current holdings data and access points for individual subscriptions. There were inaccuracies in our holdings statements, URLs, and titles included in the local holdings collection in the knowledge base that could not be attributed to a problem with our automated extraction process. Re-evaluating the workflow for storing, communicating, and updating this information is an ongoing process, and has resulted in the creation of an Electronic Resources Management Team.
3.2.Electronic Resources Management Team
Electronic resources at University at Albany have been managed in smaller, more specialized groups with some membership crossover. The Electronic Resources Management Team is charged with coordinating the management of electronic resources, documenting and assessing workflows, and making recommendations for improving electronic resource management (Appendix B). The Team is empowered to create subgroups and to assign other staff to those subgroups to do project-based work. Unlike projectbased teams, the Electronic Resources Management Team has no specified end date. Membership on the Team is evaluated annually by the Associate Director, and at the next appointment date, job descriptions outlining members' responsibilities will be distributed (Appendix C).
Discussion
4.1.Differences Between the Teams
The 360 MARC Implementation Team was a short-term project-based team. The work of this team was finite and had a defined conclusion -successfully batchloading bibliographic records for the University Libraries' electronic journals. Membership in this team was limited to those with direct responsibility for implementing the project. The nature of the work of this team lent itself to easily defining tasks that must be completed, creating a timeline for those tasks, benchmarking our progress, and knowing when the work of the team was concluded.
In contrast, the Electronic Resources Management Team, was created as a long-term, ongoing team to address issues related to all aspects of electronic resource management now and in the future. This team has a broader charge, which lead to a more diverse composition from its inception. While there are specific tasks to be completed as part of the team charge, the goals and work of this team are continuous, evolving, and dependent on issues and problems we are experiencing or enhancements we would like to pursue. This team is addressing multiple facets of electronic resource management simultaneously, rather than having one concrete, finite goal.
4.2.Benefits of the Team Approach
Using a team approach to batchloading records, conducting our clean-up project, and maintaining our electronic journals has resulted in numerous benefits for library users. Our holdings information and access points for titles available in our databases are more accurate as they are updated automatically. The automated process has also allowed the library to provide access to all titles from all sources through the online catalog, rather than having to choose only those that are stable enough or small enough for our staff to manage manually. The resulting parity between our online catalog and A to Z list is a boon to patrons and staff, since they can check in one place and be sure they are seeing all of our e-journal holdings.
By using the 360 MARC Implementation Team, rather than placing the responsibility with one individual, we were able to create a smooth transition from manually managing our e-journals to batchloading them. The team approach allowed us to leverage the expertise and experience of each of the represented groups. Cataloging Services members were critical in evaluating the records, determining source and encoding level preferences, and choosing customizations. Library Systems members' expertise was essential for navigating the technical aspects of actually loading and removing the records, as well as creating a process for switching to loading only updates in the future. Catalog Management Services members' experience with navigating the knowledge base, managing collections in the knowledge base, and troubleshooting issues with our electronic journals was very valuable.
The success of the 360 MARC Implementation Team resulted in creating the Electronic Resources Management Team, which offered many of the same benefits that using an implementation team did. Acquisitions Services, Catalog Management Services, Cataloging Services, Collections, Access Services, Reference Services, and Library Systems representatives bring their respective expertise to the management process. Meeting regularly has led to better communication, and has fostered a better understanding of the role that each department plays in providing reliable access to our electronic resources. This also raises awareness of the work of Technical Services and Library Systems outside of the division.
The Electronic Resources Management Team has already been tasked with several projects, such as creating new local holdings resources in the knowledge base, evaluating our electronic resource workflows, and exploring electronic resource management systems. The Team has already addressed the process for ordering new electronic resources, and has implemented the transition from paper order forms to a shared electronic document resulting from collaboration between staff from acquisitions, cataloging, and collections. Having this team in place with representatives from a variety of departments has proven beneficial in these initiatives and will be for those to come.
Because the Electronic Resources Management Team has the authority to set goals and deadlines, we are able to keep projects moving forward. Meeting regularly and requesting project updates has helped to improve accountability and resulted in completing projects in a timely manner.
4.3.Challenges Encountered in Team Approach
While there were many benefits to the 360 MARC Implementation Team and the Electronic Resources Management Team, we did face some challenges as well. Because the Teams consisted of members from multiple departments, we faced a fairly substantial learning curve. For example, with the 360 MARC Implementation Team, we had representatives from three different departments attempting to learn the work of each of the other departments. Members came with various levels of initial knowledge and experience with developing a batchloading process and policies. We encountered a similar situation with the Electronic Resources Management Team. These learning opportunities became a very valuable exercise, and have resulted in a stronger understanding of our workflows, but it did take some time initially.
The team approach is also a more deliberative, slower process. In some cases, reaching a consensus was very easy, with little need for prolonged discussion. Other aspects of implementation and management, such as evaluating and revising workflows, required more consideration and discussion. This is not inherently a negative aspect of our group approach, but it was challenging depending on the project and deadlines.
Depending on the size of the team, we experienced difficulty in scheduling meetings. Finding meeting times for the 360 MARC Implementation Team was easier than for the Electronic Resources Management Team because of the size and diversity of membership.
We found that working closely with a team highlighted the need for especially good communication between members to minimize confusion about the focus of the team or members' responsibilities. The 360 MARC Implementation Team experienced some miscommunications and confusion about responsibilities and action items as we went through the implementation process. We did not use any project management tool for this project, and these issues highlighted a need to investigate and implement one for the next big project-based team in order to keep track of our progress and stay on track.
4.4.Lessons Learned
After our experience with both of these teams, we found that determining team composition is one of the most critical factors in a team's success. For example, the 360 MARC Implementation Team was missing a critical component that made the work of the Team more protracted and complicated than necessary. Including Acquisitions Services staff would have not only given us more immediate access to subscription information, but it would have assisted with the clean-up work by identifying the holdings data issues and complexity of the individual subscription electronic journals much earlier in the project. Legacy data is complex and time-consuming to manage and clean-up. The clean-up process after implementing batchloading highlighted the importance of addressing those issues rather than allowing them to collect over time. As a result, the Electronic Resources Management Team is and will continue to think more critically about the long-term impact of the decisions we make today. Continuing to manage our electronic resources using this diverse team will ensure that the work of multiple departments will be considered when making decisions.
Conclusion
Libraries are faced with the daily challenges of managing electronic resources. Electronic resources of any type provide their own set of unique challenges and management needs. Beyond the day to day maintenance, there is also a need to develop policies to coordinate the work being done on all electronic resources. Librarians are faced with the challenge of trying to match their staffing to the management of their electronic resources.
Recognizing the problems we had long been experiencing with manually maintaining access to the University Libraries' e-journal collection, the new Associate Director for Technical Services and Library Systems decided to appoint the 360 MARC Implementation Team to coordinate batchloading e-journal records. After the success of that team, the Associate Director determined that there was a need to develop consistent policies and procedures for all types of electronic resources, and created the Electronic Resources Management Team. The Electronic Resources Management Team has brought a variety of groups together to coordinate efforts and develop transparency for the processes related to electronic resource management, and has resulted in a more inclusive and robust approach to managing electronic resources.
Creating diverse, representative teams for the implementation of batchloading electronic journals and the ongoing management of a broader array of electronic resources has had many benefits. Though the Teams did encounter some challenges, the advantages more than offset them. In fact, despite some issues with the 360 MARC Implementation Team, both the Associate Director for Technical Services and members of that team agreed that a team approach would be best for the ongoing management of electronic resources. The charge of the Electronic Resources Management Team requires the expertise and input of various departments, and the team approach has proven to be an effective way to bring all stakeholders to the table with a common purpose.
